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25 July 1950 M

COLLENTS ON STATE/DEFENSE STAFY STUDY RELATIVE TO
ORGANIZATION OF CIA FOR MNATICHAL THTELLIGENCE FRODUCTTION

I. Analysis of the Staff Study

1. The effective result of subject study snd its irplemsating
N5C directive is to change the imdlividusl statutory regpongibility of
the Director of Central Intelllgence for the procuction of naticnsl
intelligence, to that of a collective responsibility of the Intelli-
gence Advisory Cormittee,

2. The study acconplishes its actusl objective in the NSC Dirw
ective as followss

a. by reading into the National Security Act of 1947, as
amended, in paragraph 10 b and 10 ¢ the followings

(1) u, , . Until the emergence of a national
estimate or study from the IAC, collective responsi-
bility is inescapable under the Act of 1947,

(2) "s o » The full statutory responsibility of
the B/CI for the production of national intelligence
becomes operative only when . . . final drafts of nae
tional estinmates or studies are recommended by the
IAC to the D/CI.M _

b. by defining national intelligence in paragraph 2 in
such a way as to preseribe its production as being a “coopera.-
tive process of preparation' (production by committee) for the
purpose of integrating (i.ec., incorporating the substance of)
the best intelligence opinion of the departments,

¢e by providing the IAC in paragraph 3 with responsibilities
for planning, preseribing scope and terums of reference, initiate
ing projects, reviewing and accepting or rejecting drafis, and,
in certain cases, producing national intelligence estimates md
studies, ineluding related lisison and coordinating functions,
presently allocated to the D/CT and CIA,

do by providing in peragraphs 5, 6, and 7 an organization-
al realignment of the intelligence production facilities of CIA
which transfers the current imtelligence and estimating facilities
from the jurisdiction of the D/CI-(except for administration) to
the functional directlon and operational control of the IAC, amd
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witich providss the TAC with responsibilities for Humectlonal direction
of the remainder of CIAts intelligenue production and collection
machinsry. (Sse Chart attached)

3, Using the Nationsl Securily Act of 1947 as amended, the NSCID's,
the Dulles Report and WSC 50 as terms of reference, the study assorts:

a, that experience has indicated that the g ualigz of national
intelligence estimates has nob substentially improved since issuance
of MSC 50 {1 July 19h9).

., that wowarranted duplication of affort ss hotwean the
warlous sgencies has sontinued.

ho Tn support of these assertions, the study states that the above
conditions resnlt in large meanure froms

8. disapreement botwsen CIA and departmentsl agencies as to
the meaning of national imtelligence.

b, inedeguacies of existing mechanisms and procedures for
the production of mationsl iatelligence.

e. contiruing internal CIA confusion between its responsibliity
for producing national intelligence and miscellansous research and
raporbing.

5., The study concludes that remadial astion required consists ofs

a. ra-defining netional imtelligence in such torme as to
peescribe the prineiple of collective responsibility of the TAC
¥or 138 production as the criterion which distinguishes 1% from
=il other kinds of intellligence.

Do  reovising existing mechanizne and procedures in accordance
with the priasciple of collestive ragponsibility.

2. veorsardsing CIA to place 1its current intellipence and
satimating faciliitles wler the fametional direction and operatimal
control of tas YAT, and the rewaindsr of GIA'S production and col-
laction facilities wnder the fmctlonal direction of tha TAC.

5. Accordingly the study rovomuands that the N5Cs
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a. approve 2rd issus the implementdng HSC direciive abtached
o the stodry,

%, plage a liwmit oo the strenpth of the proposed National
Tatelligence (roup, Dok W excesd 100 officexr and/or professionst
rorsonnet of whon fot more than ¢ may be detailed by the depatte
sental sgencies. (lote: Alter the sccumulabion of operating
experience, the D/CT; with sivice and assistance of the TAS, will
recommend Lo 3G such modifications in atrength and composition of
the Hationsl Intelligence Gronp as nyy be NECASHATYo )

P

s. Hote thab the D/CI with advice and assistance of the
TAZ will submit revisions of exiebing HSCIDts and D/CTYs as may
be required to bring those directives into comfornity with the
attached directive.

“To  Discussion
1. The principle of collective respensibility of the TAC Lor the
oroduction of national. intelligence is neither present nor implied in
the National Security Act of 1247 as zmended. On the contrary this
responsibility is clearly an individusl statutory responsibility of the
Nirector of Central Intelligence and the sentral Intelligence Agencys
as evidenced by the references cited below.

2. Heference Section 102 di e » & it shall be the duby
of the Agency, o o - {3) teo correlate and evaluate intelligonce
relating to the nationsl security, and provide for the approprisie
Jissemination of such intelligence within the Govermment usivg whers
aporopriate existing agercles and facilitioB. o » Provided further,
thel The departments and other agencies shall contimue to colisch,
evaiuate, correlate and disseminzte departmentel intelligence.

b, Reference Section 102 er %o v & such intelligence as relales
to the nationzl security and is possessed by such departments and
otner apgencies of the government, o  shall be made available to the
Director of Central Intelligence for correlatiom, evaluation; and
Aissenination: o « o

2. Horeover, the Nationzl Security Oeuneil in NSC 50 has disavowmed
the principle of collective respousibility for the production of naticnal
intelligence as follows:

w_ . . we do nob believe that tas Director and the IAC should
bound by the concept of sollective responsibility because this
would inevitebly reduce coordinaied nationsl intellipence to
the lowest common denominator auong the agencies concerned,"
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3, It is therefore the intent of the Congress and of the isC
thas the responsibility for national intelligence production should be
the individusl responsibility of the D/CI end CIA, and not in amy way
a comittes or collectiva responsibility. ‘

L., Purther objections to the principle of collective responsibility
follows

a. The primary mission of & departmental intelllgence agendcy
ig to fulfill the intelligenca requirements of 1ts om Secretary
or Chief of Staff, as the cass may be. DBeozuse of this situation,
1% inevitably follows thatbs

. Depertmental jntelligence responsibility in a given field,
guch as navel affairs, is undeniable. Intolligence estimetes in
a field of this kind may easily beccme thational? in importeance,
but they do not hecame "mational" in character until related to
othar "nationsl", not de artental, aspects of the situations from
which they erise. This proceas of velating &ll pertinent national®
aspects of a situation is a teuly national intelllipence fimetion,
aot a colleotive departmental responsibility, which must be
performed by personnel selected and trained for the purpose, gmong
whom departmental, personnel might profitably be included, provided
hey become an opganic purb of the natlonal intelligence machinery.

c. The production of nationall jmportant departuental
inteliigence 18 not equivalent to the roduotion of national

Intelligoncs, yer wpe contravy It CBUmpGLON, 18 jnneren o
conceg% of collective req] noLbility, & oonoept Wiich gives rinal
control over & careiuLl W1e8. in rance
ool e 8 S e Tor, o sxoorlance With
The [FOGEES OF LLelligence syntiesis at o Tatlonal, level.

d. The factor of timeliness in the nroduetion of intelligence
1g importent at all’ levels. 1his is no less true at the nationsl
Jevel. The proposed arrangement would interpose two additional
layers in the review anc coordination process, namely the TAC Staff,
snd the assembled TAC. iven if thia wers sound in theory, it would
be mensterous in preotice zad tend to reduce the intelligence process
to arn historical. process. Tia0liness would not be 2 characteristic
of nztionsl intelliigence under guch procedurcs,

¢o The principle of ocollechive reapcnglbllity on any bzsis
inovitably invites the paTiicipants to congider and assume responsi~
bility for 11 aspects of the estiuate, not merely those within his
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particular departmental fields of responsibility and competence.
TIn effect this principle gives each agency an equal voice on
issues outside its normal responsibillties and competence.

f. It is inescapable under any working principle of collective
rasponsibility to avoid the pitfall that national intelligence
WiIT Pecome merely coordinated iantelligence, which in effect is.
joint~intelligence, at the mercy of departnental bias. CIA came
into being out of the intelligence experience of World War I
wherein the JIC/JIS intelligence procass resulbed in reduction
of intelligence to the lowest comon denominator.

g. It is the individual responsibilities of the departmental
agencies to CIA that ave of importance here. Their individual
collection effort and production effort is required and must support
national intelligence production. The principle of collective
responsibility merely involves them beyond their responsibilities
and competence and slows down the entire national intelligence
production process.

5. CIA camnot support the principle of collective responsibility
on any of the bases in which it permeates the subject study. CIA does
most assuredly require that the individual responsibilities of the
departuental agencies to CIA in support of CIAts mission be recognized
unaquivocably, and be fulfilled on a priority basis upon request by CIA
of the departinent concerned. These departmental responsibilities are
delineated and included in a proposed National Security Council Intel-
ligence Directive accompanying this paper.

4. ‘The assertion in the study that "Frperience has indicated
that the quality of national intelligence estimates has not substantially
imsroved since the issnance of NSCG 50% (1 July 19L9) carries with it
the implication that CIA's estimabes are qualitatively deficlent. The
stady doss not identify the source of the stated "experience™, nor
glarify the nature of the implied qualitative deficiencies.

7. ‘The charge that "unwarranted duplication of effiort as between
she various apencies has continued" cannot possibly apply to national
insellipence production. CIA is the only agency rasponsible for the
sroduction of national intelligence, therefore duplication of any kind
in the field is illegal by sbatute and HSC intelligence directives. If,
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however, the asseriion applies to all fieids of intelligence production,
then it ie believed that this assertion is more valid in theory than In
fact. CIA has attempted to negoliaie interdepartmental operating procedures
desipoed to accompiish an interchange of irformabion on projects undertaken
Yy each of the departmental inie 1igence agencies. Unbil very recentiy
oily the Departmsnt of State has complied with the procsdures. Vhen and

if the procedures become fully operative within each departmental agercy,
there will be a basis upon which action can proceed o reduce such duplica=
tion as may arise. '

8. The assertion that "conbinuing dizagreement between CIA on the
one hand and the departmental agencies on the other as to the meaning of
ngtional intelligence” is true, as avidenced in subject study. CIA cannot
avcept the definition of national intelligence which the subject study
recommends in wview of the fact that the definition prescribes the principie
of collective responsibility of the IAC for its production as the criterion
waich distinguishes it from all other kinds of intelligence. Accordingly
CTA has re~defined national intelligence in terms of content and end use
and as an individual statutory responsibility of the Director of Central
Intelligence and CIA. A copy of this definition is incorporated in
Section IV, paragraph 1 of our proposed Wational Security Council Inbtelli.
gence Directive,

9, The study further charges that existing mechanisms and procedures
for production of national intelligence are inadequate on the grounds that
they do not insure its production in accordsnee with the principle of
collective responsibility. CIA, for reasons expressed under Section II,
paragraphs 1 through !} on this principle camnot accept the mechanisms
snd procedures recomzended by the study. Our proposed NSCID prescribes
mechanisms and procedures which will provide for the more effective
production of national intelligence.

10, The so-called "eontinuing intemal CIA confusion! between its
responsibilities for producing national intelligence and miscellaneous
vosearch and reporting has bocome an over-worked catch phrase and actually
gtens from external confusion regarding the individual as distinguished
frow the collective departuental respongibititiss to CIA in support of
national intelligence production., 4s long as the departmental agencies
neglect to meet their individual responsibilities to CIA; then CIA is
required to engage in the production of such miscellaneous intelligence
ag may be necessary to provide the intelligence basis and framework required
in the produsction of national intelligence estimates,

fif. Conclusions

PSR-

i, Assertions in the study are not suppc»rted in fact and contain

implications which should be clarified prior to referral of the issue
raised by this study to the WSC.

SECHET,
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2., The principle of collective regponsibility of the IAC for the
production of national intellipgence is contrery to the National Securiity
Act of 1947 as smended, and thus has no bzsis in law. This principls
has been disavowed by the Natlonadl Securdty Covncll in HOGC 50 dated
1 July 1949, and is invalid ou the grounds that it violates the concept
of a strong Cenlral Intelligence Agency, s 14 removes the control and
suthority of the Director of Central Tnielligence over mechanisus presently
available to him to discharge respongibilities for waick he is held solely
responsible by law. I% also imposes duties upcn the deparimental agencles
which exceed thair legal responsibilities and sctual competence.

{signed)
R. . Hilleskostter

Ro o DILLEHROWITER

Rear Admiral, USH
Director of Cenmtral Intelllgence
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